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THE OPERATIONAL COMMANDER AND DEALING WITH UNCERTAINTY by
Major Terry A. Wolff, USA, 58 pages.

During war leadership Iis the supreme test of a commander.
Leaders at all levels attempt to accomplish their missions while
preserving their men. The nature of offensive operations places
an additional stroin on leaders and entails a certain amount of
uncertainty. As the level of command increases, the leader's
contro!l over the unit’'s destiny remains tied to the outcome of
engagements and batties. As the U.S. Army transitions from a
defensive-oriented doctirine based on the Soviet threat in Europe
to contingency operations requiring an offensive capability, the
operational commander's degree of uncertainty will only rise.

This manograph seeks to determine how the operational
commander handles the uncertainty that accompanies offensive
operations. My methodology includes a revieiws of uncertainty as
it applies to the operational level of war. First, | will enamine
the theoretical and practical perspective regarding what
scholars have claimed about military uncertainty. Neut, | shall
use Genera! Willlam 7. Sherman’s march through the South during
1864-1865 and then the World War i1 North Africe campaign of
field Marshel Erwin Rommel to provide evidence describing how
these men hendied uncertainty. The campaigns of these great
commanders shall be analyzed using flve criteria that include
vision, strength of will and determination, character, intellect,
and development of the staff.

This paper suggests that the ebove mentioned criteria
begin to define the leodership philosophy and ciimate that the
commaender alone creates to help himself and those around him
handle uncertainty. The monograph concludes that operational
commanders never eliminete uncertsinty present in offensive
operations. Rather, they learn to cantrol the problem through
experience, vision, will and determination, character, intelliect,
staff development, and the power of their personality.
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I. INTRSBOCTION

More than any other factor, superior leadership
determines the successful outcome of campaigns.

. » « This quality reaches equal if nrot greater signi-
ficance at the operational level of wer where it
must be viewed as a center of gravity - the
quintessance from which all aise flows, the sou!
that lends wings to the commander’s grand design.'

To win on the batilefieid, the commander at the
operational level must synchronize all of his combat multipliers
to focus combaet power decisively at multiple places at different
times. How well he does depends on his ability to clearly
articulate an end state and determine the necessary ways in
consonance with the avsilable means. When a discrepancy
between woys and means occurs 8 degree of risk resuits.
Accompanying risk throughout all aspects of military operations
is a degree of uncertainty.

The ability of e commander to handie this uncertainty
separates great leaders from also-rans. |n Aasiers of the Art
or Lommeng Martin Blumenson questions, “What makas one
man o greoat leader, another just o name on the rubbish heap of
history?™ In Colonel Wailace Franz's, “Inteliectuel Preparation
For War® article in & 1983 Ar7 or Lar Guerieriy he asked, “How
do we prepare American commanders of large units to face the
tempo and uncertainty of modern, high-intensity mobile war?”™’
The answer to these questions - the ability to deal with
battiefieid uncertainty - is the genesis of this study.

in &2 a7, the military philosopher, Cert von Clausewitz,
tells us that “War is the realm of uncertainty.” Therefore, the




operational commander deals dally with situations full of the
unknown. Our own AlrLand Battie doctrine articulated in M
100-S, Zperations, claims that “the most essential element of
combat power is competent and confident leadership” and that
“they (leaders) must act with courage and conviction in the
uncertainty and confusion of battle.”*

During war, leadership remains the supreme test of e
commender. Leaders at all levels attempt to accomplish their
missions while preserving their troops. The nature of offensive
operations places an additional strain on leaders and entalls a
certain amount of risk and uncertainty. fRs the levei of command
rises, the leeder's control over the unit's destiny remains tied to
the outcome of engagements and beattles.

As the U.S. Army transitions from a defensive-oriented
doctrine based on the Soviet threat in Europe to contingency
operations requiring on offensive capebility, the operational
commander's degree of uncertainty will only rise. increases in
speed, tempo, ond intensity will further complicate future war.

This monograph seeks to determine how the operational
commander handles the uncertainty that accompanies offensive
operations. To accomplish this task, ! will first present o
theoretical and practicel perspective regarding what scholars
have cloimed about military uncertainty.

Nent, | shall use the campaigns of two greet operational
commanders to provide evidence describing how these men
handied uncertainty. We wiill study General Willlam 7. Sherman’s
march through the South during 1864-1865. Nenut, | will assess
the World War 11 North Africa campaign of Field Marshal Erwin
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Rommel.

| intend to briefly Introduce and highlight the campaign of
each commander. Using my criteria for analysis, | shall enamine
how these accomplished leaders handled uncertainty during
offensive operations. The criteria include vision, strength of will
and determination, character, intellect, and the development of
a staff.

My conclusion describes how two great commanders
controlled uncertainty during waeartime. As implications are
enplored, they shall suggest changes for the U.S. Army’s seni r
leadership doctrine, as well as the philoscphy thet underwrites
“RirLand Battie Future”.

Before moving into the theoretical perspectives, | must
define o few terms and provide a better understanding of the
enact nature of my criteria. The selected criterio did not come
from a single decument. As | reviewed what past and current
euthors wrote about uncerteinty, ! reslized that no individual
adequeately described the characteristics that encompassed the
essence of a commander's exnecution of operational art. |
reviewed a8 wealth of historical and contemporary literature in
hopes that someone had covered the host of options.

| selected five criteria that describe the attributes the
operational commender under study required to hendle
uncertainty. The criteria have been defined in the following
manner. First, does the commander have vision? This
represents that sinth sense - the Clausewitzien inner eye
regarding the operation. Furthermore, is thet vision defined and
articulated to the staff and subordinate commanders?




Secondly, does the commander passess strength of will end
determination? These characteristics help the commander
transfer his vislon downwerd throughout the command.
Indirectly, they help commanders and subordinates deal with
the unenpected in the course of changing situstions and
circumstances. The essence of strength and will can best be
summarized from the School of Advanced Military Studies (SAMS)
Tbearetlical Paper Number X written by James Schnelder:

Wil is the engine of all action. Wil is the raw power
that drives the shadow of an idea into the light of
reslity. Determination is o desire to act that springs
from sound judgment. Tenacity is determination over
time. Obstinacy is a will to act in light of poor or
faulty judgment.*

Thirdly, does the commander have character? Does the
leader enhibit boldness, imegination, and creativity both before
ond during the campaign? Cieusewitz claimed, “The higher up
the chain of command, the greater is the need for boldness to be
supported by a reflective mind, so that boldness does not
degenerate Into purposeless bursts of blind passion.”
Additionally, the commeander must possess an imegination to
heip develop thoughts and Ideas which move beyond the
constraoints of doctrine. Finally, does the operational
commander respond 10 war as a creative environment? Can he
slip these bonds &nd become & master of his own actions?
Mitchell 2ais, quoting Socrates, claimed that “the general .. .
must have imagination to originate pians and the practical sense
. . . to carry them through.™




Intellect constitutes my fourth criterion. Many schoiars
contend that the commander should possess Intellectual
capabilities to master his profession as well as his culture.
Furthermore, he must heve the Intellectual curiosity regarding
things technical, analytical, and professional. | prefer to aveid
the bellef that the operational commander must be a military or
academic scholar. Academic prowess often falls to transiate
into the abllity to assess situations and then make critical and
timely decisions. The key, as General Sir Archibald Wauvell
contended in his “6eaerals and Generalship™ lectureas at Trinity
College in 1939, was “common sense, knowledge of whet is and
what is not possible. It must be based on o really sound
knowledge of the mechanism of wer.” 0Obviously, application
rather then 6od- given talent or schooling remains the key.

The last criterion is the staff. Has the commander buiit and
developed s competent staff? This organization shnuld not
mirror the leader. More importantly, it must cover the
commander’s blind spots. Jim Schneider characterized the staff
as the commander’s alter ego.” The leader’'s ability to recognize
his limitetions, to select the proper personnel, and to weld them
into en effective organization are the marks of a successful
leader.

in this paper | will analyze how two operational
commeanders handied uncertainty using their memoirs, papers,
ond other blographicé! material. As a note of caution, this
monograph shall provide only a brief historical review as
deteciled accounts of these campeaigns remain available
elsewheroe.




Il. THEGRETICAL and PRACTICAL PERSPECTIDES

The problem of war, and of leadership, is thet If your
soldiers are brought to ackrswiedge the necessity of
achieving their objectives or dying in an effort, so are
the enemy’s. It is that which calls forth the leaders’s
ability to deal with the unforeseen, “the contingent
element inseparable from the waging of war which
gives to that activity both its difficulty and grandeur”.
“Whimsy, the irrational or unpredictable event or
circumstance, Fortuna” these are the things that are
not susceptible to computer analysis, these are

whoat makes war an art, and therefore leadership

an art as well."

The study of uncertainty has occasionally been a topic of
clossical and contemporary military theorists and scholars.
Most often this discussion centers on the ottributes of the
commander or summaries about operations.” To provide an
historical flavor about uncertainty, we will review what Sun Tzu,
Maurice de Sane, Jomini, Clausewit2, and Freytag-Loringhoven
said about the subject. | will then provide a more contemporary
perspective by looking at the thoughts of the British lecturer,
6eneral Sir fAirchibald Wavell, German General Lothar Aendulic,
and SAMS theorist James Schneider.

The ancient philosopher, Sun Tzu, did not directiy address
uncerteinty in hs A7 or L/ex He focused on the general’s
qualities which included wisdom, sincerity, humanity, courage,
and strictness.” Sun Tzu claimed thet wisdom heiped the leader
recognize changing circumstances, while courage enabled bold
action.'* These qualities helped the general handie uncertalsiy
as well. Sun Tzu claimed, “It !s the business of a general to be
sareng and inscrutable, impartial, and seif-controlied.”"
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In My Reveries tpon the Arl of lVer, Maurice de Sane
asserted that a general must possess courage, !ntelligence, and
health.” As Saxe discussed generaiship, he alluded to how the
commander must deal with uncertainty. He must:

. .. possess a talent for sudden and appropriate
improvisation. He should be able to pensetrate the
minds of other men, while remaining Impenetrabie
himself. He should be endowed with the capacity of
being prepared for everything, with activity
accompanied by judgment, with skill to make a proper
decision on ail occasions, and with exactness of
discernment."’

Save, as a representative of 18th Century warfare,
conceptualized the impact of uncertainty on military operations.

in his book, e Art or WWas;, Henrl Jominl recognized that
uncertainty wes on integral part of warfare. To prevent
uncertainty from dominating, it required addressing before the
battie. Jominl subscribed to the bellef that the general must
possess the “right stuff” that included:

a high morale courage, capable of great resolution

. . . @8 physical courage which takes no account of
danger. . . his knowledge should be thorough, and he
should be perfectiy grounded in the principles at the
base of the art of wer."

iUhen fog and friction overcame military genius, simplicity of
maeneuver and detalled reconnaissance provided solutions to
bottiefield uncertainty. Jominl embraced the bellef that seilf
study of the:

Correct theories, founded upon right principles,
sustained by actuai events of wars and edded to



eccurate military history, will form e true school of
instruction of generals."

Thus, he belleved that good generaiship and a well drilled army
twith high morale could begin to control the uncertsinty found on
the Napoleonic battiefiald.

in On Wbar, Carl von Clausewitz addressed the concept of
uncertainty with a style and menner nct found in the writing of
other military phitlosophers. He devoted his entire first ook to
the nature of war specifically discussing generaiship, friction,
and the uncertainty of war.

Clousewritz argued that the commander's gunius was
required tu deal with the intricacies of war. He believed that
friction dominated conflict and mede simple things difficult, but
also “distinguished real war from war on paper.”” He
contended:

An understending of {riction is a large part of that
much-admired sense of warfare which a good general
is supposed to possess. . . The good geners) must know
friction In order toc overcome it whenever possible, and
in order not to enpect a standard of achievement In
his operations which this very friction makes
impossible.”

Overcoming friction remained the job of a good commander -
the general. He needed to possess coup d'oell and
determination. These traits, which included physical and moral
courage and boldness, were necessary to confront the confusion
of war.” intellect served as the common thread {o halp the




commaeander deal with the unknown. Clausewitz claimed:

What this task requires in the way of higher intellectual
gifts is a sense of unity and a power of judgment reised
to @ mervelous pitch of vision, which easily gresps and
dismisses a thousand remote possibilities which an
ordinary mind would labor to identify and wear itself
out In so doing.”

The commender's intuition and determination provided the
mental agllity that offered the clarity and insight necessary to
overcome hesitetion and doubt.

Furthermore, Clesuseswitz ergued thot denger, ewxertion,
chance, ond uncertainty comprised the ciimate of war.” As we
focused on uncerteinty, we were toid:

Waer is the reaim of uncertainty; three-quarters of the
factors on which action in war is based are wrapped in
e fog of greatar or lesser uncertainty. A sensitive end
discrimineting judgment is called for; a skilled Intel-
ligence to scent out the truth.”

Finally, Clausewitz cleimed that presence of mind “Is
nothing but an increased cepacity of dealing with the
unexpected.” ™ Therefore, special abllities allowed the
commender to hendle uncertaeinty through the creetivs
application of one's own theory of wer.

in 1911, Major Generel Baron von Freyteg-Loringhoven
published a book entitied /Be Power of Personslily in ter. The
outhor presented his thoughts (nterspersed with Moltke's
interpretetion of Cleusewitz. Deeling with uncerteinty was
discussed at great length. The author toid the bettiefleld leeder
that “it is useless to walt for the situation to clear up entirely.
He must remember thet the weightiest decisions are generally
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made In the fog of uncertainty.”” More importentiy, Moltke was
quoted as saying:

That from the opening of a campaign everything is
uncertain, except what the leader himseif has of

will eand energy. An inner urge, his own initiative,
provide the oniy meens for penetrating the fog of

waer, end controlling events. The sense of this initiative
has always been present in every greot leader.”

Uon Freyteg-Loringhoven ergued that sound and disciplined
decision-meoking held the key {n dedling with uncertainty.
interpreting Moltke, he claimed:

Succestive acts of war are not premeditated ects;
they are spontaneous, dictated by military intuition.
The probiem Is In svery special case to discover the
situation, in spite of the fog of uncertainty; to
evealuate correctiy whet is known and to estimate
whet is unknown; to reach o decision quickiy, end
then carry It out powerfully and unhesitatingly.”

The author acknowledged the Cleusewitzien notion that coup
d'oell and determinetion were required to navigate the dense
fog of wer. He also cleimed that Nepoleon “always realized the
uncertainties of wer; but he overcams these difficuities arising
from them by remaining always master of his own decisions.””

The Insights of the classicel theorists undoubtediy
influenced subsequent thinkers such as Eoneral Sir Archibeld
Wevell, Lothar Rendulic, and James Schnelcer. Exemining the
writings of thess men helps paint a modern perspective
grounded in the age of mecheniaotion. Their ideos reflect an
updeted view on uncertainty.

In his 1939 lectures befure Trinity College, General Sir
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Archibald Waveli discussed generasiship. He talked about the
general’s need for a robust mind to stand the shocks of war. He
stated:

Now the mind of the general in war is buried, not
merely for 48 hours but for days and weeks in the mud
and send of unrellable information and uncertain
factors, and may at any time receive, from an un-
suspected move of the enemy, an unforeseen accident,
or a treacherous turn in the weather, a bump
equivalent to a drop of at least a hundred feet

on to something hard. Belicate mechanism is of little
use in war; and this applies to the mind of the
commander as well as to his body.’’

Wavell argued that the environment of battie remained fuli of
confusion and thot this represented the fog and friction of war.
Only with a robust mind conditioned by trsining could the
general stand the uncertainty and strain of battie.

General Wevell felt that physical and moral courage laid
the foundation necessary to haendie the unknown produced In
battie. In his lecture, the general quoted Voltaire’s praises of
Meriborcugh: “that celm courage In the midst of tumult, that
serenity of sour in denger, which is the greatest gift of nature
for command.”” Thus the leader should possess @ caiming
influence to counteract the encitement and adrenalin produced
during the cheotic climete of battie.

in D¢ Commend Pec/siens 6erman General Lothar Rendulic
discussed decision-making in war using his World War |1 division
command enperiences on the Russian Front. The author
acknowliedged thet decision-making was a crucial aspect of
commanding. Rendulic believed that making decisions was

11




simplified If the commander made the bolder decision, tock the
initiative, and possessed the “longer breath” or will power.”

Like Clausewitz, Rendulic recognized thet the pressure on
the decision-meaker incraased in combat. The commander had to
possess creative skill, analytical perception, and iIntuition.*
These abilitins helped the commander wrestie with uncertainty
and outiast his opponent.

When SAMS theorist Jim Schneider discussed his
interpretation of Clausewit2’s thoughts on uncerteinty, he
agreed with the notion thet war, because of the element of
chance and uncertainty, was full of the unknown. He argued
that boldness offered the commander the opportunity to
overcome the fog and uncertainty of wer. Schnelder contended:

if war is indeed like a game of cards, there is a
characteristic that especially favors the gambler.
This quelity Is boldness. Boldness is the quality to
choose, in light of sound judgment, a course of action
that will bring the greatest payoff in its success.™

After reviewing what the classical and contemporory
theorists have said about uncertainty, | believe that the picture
remains very convoluted. The theorists do not uniformiy agree
on how to combat the effects of uncerteinty on the mind of the
commander. This lack of consensus reflects just how dynemic
waer remains to this day. Learning to deoal with the unknown
before It degrades the commander's decision-making capabllity
remains o skill that operational commanders must develop.
Reviewing the actions of Sherman and Rommel should provide
some specific Insight regerding how these operational
commanders handied and controlled uncertainty.

12




111. THE CAMPAIGNS OF GENERBL WILLIAM T. SREAMEN

The 1864-65 campaigns of Major General Willlem Sherman
ere a unique study of en operstional commander meking
decisions in the face of uncertainty. | shall provide a thorough
assessment of Sherman’s genereiship after briefly summarizing
his campeign.

@8N GDERDIED

On the 18th of March, 1864, General Sherman rellsved
General 6rant and took cc. - .. :d of the Militery Olvision of
Mississippl, which incorps. atea the Departments of the Ohio,
Cumberiand, Tennessee, 6nd Arkonsas.” By the end of March,
Sherman had conferred with his svbordinate commanders and
developed plens to strike south Into the heert of the
Confederacy. In early April, Sherman bsgen a dialog with
Generel Grant regarding the direction for upcoming operations in
the Western Theater.

sherman’s commend consisted of The Army of the
Cumberiend, composed of three corps end commanded by Major
Senerel George N. Themas; three corps of the Army of Tennessee
commended by Me jor Genera! James 6. McPherson; and the Army
of Ohlo, consisting of roughly two divisions and commended by
Major Generel John M. Schofield.” Sherman’s 110,000 man army
waes opposed by the 43,000 man Confederate Army commended
by Generel Joseph E. Johnston.”

Shermen planned to maneuver his three ermies southwerd
towards Atlonte to force General Johnston into o decisive battie
(Sse meps fAppendin R). Johnston hoped to avoid action by
withdrewing southward to wear down Sherman’s forces, whose

13
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line of communication (LOC) Increased dally. Despite the
engagements on the 18th of May at Cassville, on the 2?th of
June at Kenesaw Mountain, and on the 20th of July at Peachtree
Creek, Sherman reached the gates of Atianto without defesting
Johnston’s Army.

On the 22d of July, Sherman begen cutting the railroads
leading out of Atlanta. Lieutenant Geners! John B. Hood, who
replaced Johnston, contested these actions.” Hood's
counterattacks were costiy to the Confederate RArmy which
withdrew Into the prepared defenses of Atianta. As siege
operations begen, Shermen concurrently developed plens to
move his three armies west of the city to cut the last remaining
reliroed. On the 26th of August, these actions forced Hood to
move scuth and abandon Atlante, which surrendered on the 3d
of September.”

Ouring e short operational pause, Shermen and Grant again
engaged In discussions regerding future operations. Ouring the
same period, Hood moved his army west, then, northwerd In an
attempt to cut Shermen’s single railroed LOC. initially, Sherman
followed Hood, but stiil could not force him to bettie. The
Confederates finally moved west to prepare for an attack on the
Union logistical depot at Nashyiile (Sherman's reer).

Faced with the decision of chasing an enemy thet refused
to fight or conducting operations desper into the South, Sherman
decided to reinforce Nashvilie with Thomas’s Army, cut his LOCs
to Nashullle, and attack socutheaest. On the 12th of November,
Sherman began his merch across Georgie with Slocum’s ermy of
two corps on the left wing, Howard’s army of two corps on the
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right wing, ond Kiipatrick’s small cavairy force cpersting under
Sherman’s direct control. Due to Hood’s decision to march on
Nashvuille, Sherman’s movements wers virtually unopposed. On
the 23rd of November, Milledgeville, the capital of Georgia, fell
and on the 21st of December, Savannah fell.

In early Jonuery, 1865, Sherman again entered onother
plenning period that culminated with his February offensive into
the Carolinas. The Confederate resistance remained unable to
stop Sherman and the capital of South Carolina fell on 17
februery, followed by most of North Carolina in March. On the
26th of April, General Johnston surrendered to Sherman at
Realeigh, North Carolina.”

SHERBMEN NS UNCERTRINTY

General Sherman’s success during 1864-65 resulted from
superd plans thet wware metched by commenders eand men who
understood the generel’'s maneuver concept. As previously
mentioned, the criteria thet will be used to assess Sherman’s
management of uncertainty includes vision, strength of will and
determination, cheracter, intellect, and use of the staff.
PISION

The execution of General Sherman’s cempsign revolved
around two key decision-meoking periods. At each of these
points, the commaender decided on the direction and focus of the
armies of the Western Theater. As these decisions were
reached, s vivid diaslog occurred between Generals Grant and
Shermen.

The first key decision occurred in April of 1864. Sherman
had to decide whether to attack towards fAtlanta, to protect his
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LOCs, or to attack west into Mississippl. The second major
decision followed in November of 1864, when he contemplated
whether to go after Hood's Confederate Army of the Tennessee,
to fall back and protect his LOCs, or to begin the march towards
Savannah in the hope that Hood might decide to follow and fight.
in each of these instances, Shermean dealt with uncertainty by
welghing the facts, selecting his course of action, convincing
Grant of his decision, and then, articulating his vislon to his
subordinates.

By 1864, Sherman’s visior was tempered by three years of
conflict. He had participated (n the First Battie of Bull Run es &
regimental commander. After his traansfer tc the Western
Theater, Sherman began his association with General Grant.
First, he logistically supported Grant during the Fort Henry and
Donelson Campaign. Then he commanded a division et Shiloh, a
corps at Uicksouvig, and the Army of the Tennessee - all under
Grant’s cammiad. These enperiences shaped Sherman’s vision.

Rs Storm.rn {20k charge of the Western Theater of
Operations in March of 1864, he immediately met with his three
army commander: to decide how to Initiate operations in the
spring ageinst General Johnston. fAccording to Sherman, this
commander's meoting covered possible future contingencies,
resolued the distribition of supplies, and Initiated several chain
of command chenges.” Most importantly, Sherman established
that he was In charge, devolopat! 1 concept of maneuver with o
tentative execution dste, ond addressed the logistical
difficulties caused by a 150 mile reliroed line and the shortage
of rolling stock. The general recugnized the tenuous nature of
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his LOC and sought to reduce his logistical requirements.
Concurrently, Shermen and Grant eddressed operations In
the West. Grant simply tcld Sherman:

You, | propose to move against Johnston’s army, to
break it up, and te get into the Interior of the enemy's
country as fer as you can, inflicting all the damage you
can against their war rescurces. | do not propose

to lay down for you a plan of campaign, but simply

to lay down the work it is desirable to have done,

and leave you free to enecute it in your own way.“

In response, Sherman discussed his task organization, his
scheme of maneuver and cobjectives for each army, and his
contingency operations.

in one month, Sharman resolved whether he was required
tc ove westwards to link up with Banks, to defeat General
Johnston, or to hold terrain. Most importantiy, he conveyed to
his force his vision of how maneuver warfare would bring the
enemy to e decisive dattle.

The concept remained simple. Sherman decided to attack
with three armies abreast to pin the enemy with cne of the
armies while maneuvering with the other twe. To enecute this
concept, the armies had to be logisticaelly streamliined and
lightened to reduce their dependence on the L0Cs. Sherman
provided this direction and guidance. As the campaign unfolded,
he was unable to destroy the Confederate Army, but he captured
Atienta and its industrial, menufacturing, end transportation
system.

The second significant decision came after Atianta fell.
Between September and eesrly November, 1864, Sherman
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attempted to define his next move In light of the Confederate
effort to operste in his rear (Hood’s Armny and Forrest's cavalry).
He develcoped three courses of action to strike the enemy in
either a southerly, southwestwardly, or southeasterly
direction.® Sherman feced uncertainty due to an unpredictable
enemy and a superior who exupressed great concern over Hood's
capabllities.

Sherman took several actions. First, he selacted the
objective of his operation and informed Grant of his plan. The
message read:

We cannot now remain on the defensive. With twenty-
flve thousand infantry and the bold cavalry he has,
Hood can constantiy break my road. | would

definitely prefer tc make a wreck of the road and this
country from Chattancoge to Atlanta ... send back all
my wounded and unserviceable men, and with my
effective army move through Georgie, smashing things
to the sea. Hood may turn into Tennessee and Kentucky,
but | believe he will be forced to follow me. instead of
being on the defentive, | will be on the offensive.
instead of my guessing what he means to do, he will
have to guess at my plans. The difference will be
twenty-five percent.*

The general reorganized his force and sent Major General
Thomas’s Army, with sufficient reinforcements, back to protect
his Nashvilie supply base. Nent, he planned his logistical support
and the destruction of the roil system and Atlanta. Finally, he
convinced a skeptical 6rant of his plan. He wrote:

No single army can catch Hood, and ! am convinced
that the bast resuits wilt follow from our defeeting
Jaff. Davis’s cherished pian of making e leave
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Georgla by maneuvering . . . uniess, | let go of Atianta
my force wil! not be equal to his.”

What did Shermean know at this time? He realized that
Hood had the initiative by threatening the Union raiiroad. Only
by cutting this LOC and moving awey from Atlenta could Sherman
meke Hood decide between a decisive battie or sllowing Union
forces to maneuver in the Southern interior. History has shown
that Sherman’s assessment of his enemy's capabllities was
accurate. While Sherman maneuvered across Georgia, General
Thomas' force defeated Hood in front of Nashville. In
summarizing Sherman’s visionary abilities, author B.H. Liddeil
Hart contended that:

The fitlanta campaign had brought Sherman’s strategic
mind to maturity, deepening his grasp of the truths that
the way to success is strategically along the lines of
least enpectation, and tactically along the line of ieast
resistance.”

Consequentiy, Sherman’s vision on how to defeat the
Confederate Army of the Tennessee remained the product of
past exnperiences snd a well articulated maneuver concept that
relied on speed, tempo, and self-sufficlency. That Sherman's
meneuver columns did not physicelly defeat Hood seems
unimportent as he set the conditions for handling the sequel
that Thomas encountered.
STRENGTH OF DILL BND DETEEBMINATION

Sherman's will and determination were shown in numerous
cases which will he the focus of this section. | hope to describe
how the general transferred his vision to his subordinates.
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Sherman maintained great wvisibility with his senior
commaonders. Within a week of taking command, he began
inspecting units. Fellowing this, he held s senior commanders’
conference to chart the direction for the future. These periodic
mesatings helped achieve unity between Sherman and the army
commanders. (f a commander appesred incapable of executing
his duties, Sherman applied the following criteria:

| wanted to succeed ... and needed commanders who
were pureiy and tuchnically soldiers, men who would
obey orders and enecute them promptiy on time: for |
knew that we would have to enecute same most
delicate maneuvers, requiring the utmost skill, nicety,
and precision.”

Those commanders who failed to meet this standard were
reassigned to other duties. Sherman attempted to instill his
concept of maneuver warfare In his men. He expected his
subordinate leaders to understand and exnecute his weay of war.

When the fighting began, Sherman was always Torward at
the decisive point. Subordinates wrote of his high energy level.
Buring battie, he averaged two to three hours of sleep daily.”
from his memoirs, we witness numerous occasions when he
assessed the situation from the front lines. A common passage
reads, “| visited personeally all parts of our iines nearly every
day.”™' He considered presence a technique of im; c(ting his will
ond determination during critical periods when the outcome
seemed uncertsin. General Cou described Sherman’s aura in
battie. He reiated:

He had the rare facuity of being more equable under
great responsibilities and scenes of great encitement.
At such times his eccentricities disappeared, his grasp
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of the situation waes firm and clear, . . . ond no

momentary complication or unexnpected svent could

move him from the purpose he had based on full study

of contingencies. His mind seemed so clear, his

confidence never so strong, and his spirit never so

inspiring.*
CURRRCTER

There can be little doubt that Sherman exhibited boldness
in the face of uncertainty. His solutions to the problems he
enciuntered remained audacious. He seemea to possess the
spirit of adventure and the wiilingness to take a risk. He hoped
to retain the initiative and dictate his terms to the enemy.
Sherman accomplished this feat when he marched on ftlants,
Ssvannah, and tha Carolinas. He best demonstrated this talent
after the fall of Atlanta, when he ignored Hood's Army to his
west, split his forces to reinforce General Thomas at Nashville,
cut his LOC to the north, and then, attacked toweards Savannah.

Sherman displayed imagination and creativity in several
ways. Immediately after taking commend, he recognized the
importance of his reilroad LOC. To fin the system’s
mismanagement, he personally took control of the line and
closed It to civillan traffic.® Later, when he determined the
limitations of his raliroad resupply, he developed & mobility
concept that reduced railroad and supply trains at oll levels,
while requiring soldiers to carry more provisions.

Ouring the cempaign when logistics began to restrict
manevver, he chase to work around the problem. Maneuvering
towards Johinston’s force in front of Kenessw Mountain,
Sherman elected to temporarily cut his LOC to seek o decisive
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battle. Rfter deporting Atianta, the general cut his northern
LOCs and moved two armias on paraiiel patihs towards Savannah,
while reiying on an entensive foreging system under the control
of his brigade commanders.* This supply method allowed
Shermon’s army to !lve off the land and to maintesin rapid
movement without being tied to the raiiroad.

One other deveiopment reflected Sherman’s creativity.
During his march on Savannah aend the Carolinas, he meneuvered
a left and a right wing, each consisting of two crrps. Each
wing’s direction of movement ran un two paralie! routes with
converging ovoints provided by Shermen.® Tris technique
prevented the enemy from determining Sherman’s objective and
from maessing ageinst him. Liddell Hart described this concept as
foliows:

Sherman had sought and found a solution in variablility
or clasticity - the choice of a line leading to alternative
objectives with the power to vary his course to yain
whichever the enemy left npen.*

INTELLECY

Shermen handled uacertainty with common sense. In
March of 1864, he recognized that a unique set of problems
faced him. First, he had to operate on the eremy’s turf. Second,
his force did not outhumber the enemy once his LOC protection
was established. Newt, his LOC stretched nearly 150 miles. Due
to his unreliable cavairy, the Confederate cevaliry under Forrest
and Wheeler could operate In his rear ares at will. Lestly,

General Joinston had mede his name as a defensive warfare
enpenrt,




Faced with these problems, Shermen developed o
mensuver and logistics concept thet nesutralized most of the
Confederate advantages. These concepts have besn doscribed in
great detall and reflect Shermen’s keen intellect and problem
solving skills. Due to the leen neture of the staffs during the
Civlli Wer, the general's abliities seem ell that more impressive
as he virtuelly developed ths concepts end treined his
subordinates to single-handediy.

STRFF

shermen developed e unique staff concept. He restricted
all steffs to the berest of pereonnel end equipment. His forwerd
element consisted of three aldes, three inspector generels, end
the heads of the speciel services such as artiilery, snginesrs,
ordnance, quartermaster, ond medical. His chief of staff and the
remeinder of the ste?f remeined in Neshville et the base of
operations.” Ouring Shermen’s operations in Georgia end the
Cerolinas, his staff experionced virtuelly no personnel chenges,
thus remaining fairly constent.*”

The geners! belleved that staffe had to remein lesn end
oustere te emphasize mobliity. Shermen set the emnample by
disellowing the establishment of any heedquarter's cemps.”
Since he did not maintein o tent «r eny tent furmniture, his
subordinates followed his leed.

i have eiready mentioned Shermen's emphasis on his
subordinete generals. Suffice It to sey thet he fllled high level
vecancies from within his armies. Once e commender had
earmed his spurs as o proven fightor, he was destined for
edvancement. Sharman ettempted to groom and promote youngy
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eggressive generals to the forefront of his armies. He had little
use for politics and sesmed more concerned with effactive
generalship as a method to save lives.

General Shermen hendied the uncertainty present on the
Civil Wer battiefield predominately through his vision, strength
of will and determination, and character. His vision seemed
rooted in past enperience and Intellectual creativity. His
strength of will end determination and character reinforced his
vision, which enabled him to be at the point on the battiefield
necessary to insure success. This ellowed Shermean to remaein in
control of his own destiny. His Afemo/rs and other historical
accounts do not display periods of great doubt or consternation,
indicetors thet If present would have Iimplied that uncerteinty
hed geined the upper hand. Instead, Shermaen’s actions reflect
an eggressive, confident commander who had cherted the path
for his campeign and, then, remeined In touch with the battie to
provide the required direction end minor corrections thet
ultimately led 1o his great success. As we tronsition to Ernwin
Rommel end his World Wer 11 campalign In North ffrice, the same
criterie will be used to assess this iseder’'s ability to handie
uncerteinty.

10. THE NORTN RFRICA CAMPAIGN OF
FIELD MOBSHAL ERWIN ROMMEL

in modern werfere . .. tactics are not the main thing.
The decisive factor Is the orgenizetion of one’s
resources - to meintain the momentum.*”

24




fiN SPERDIED

In December of 1940, General O0'Connor's British Eighth
Army destroyed ten ltalian divisions, captured nearly 100,000
men, and gained most of Cyrensica.’’ Hitler decided to assist
Mussolini and pubilished Directive No. 22, which specified that
the army’s mission in North Africa was to “provide covering
forces sufficient to render valuable service to our silies in the
defense of Tripolitania.” The search began for a commander
who could conduct semi-independent operations, possessed the
stamina for desert warfere, and had the requisite tactical skiil.
Erwin Rommel took command of the 6erman Rfrica Corps on the
11th of fFebruery.” Ignoring his instructions from Berlin, Rommel
decided to defend the Italians by attacking. He planned to turn
a probing effort into o major aettack to drive the British back to
Egypt. His force consisted of one panzer division and two Italian
corps.*

On the 24th of March 1941, Romme! began his first
offensive agoinst a British force weakened by O0'Conner’'s
deporture to Greece (See maps Appendin B).* By the 25th of
April, Rommel's force recovered all of Cyrenaica except Tobruk.
In June, the British launched their counteroffensive labelled
“Battieane”, which Rommel defeated within two days. On the
15th of August, his commend was expanded end renamed
“Panzer 6roup Africe™.*

in November, General Cunningham’s Eighth Army initiated
Operotion Crusader catching Rommel by surprise. Rommel’s
subsequent actions stopped the Initial British advance.
However, due to his deteriorating supply situation and the

25




esthaustion of his men, he retreated back across Cyrenaica. By
the end of the year, Rommel’'s men occupled their original
defensive positions in the vicinity of El Aghella,

Rommel shored up his supply situation and {eunched his
second offensive on the 21st of January 1942. In the first sin
weeks, the British were pushed back to positions twenty-five
miles west of Tobruk. On the 26th of May, after a twd month
pouse, Panzer Army Africa begen the Gazela offensive that
concluded with the capture of Tobruk on the 20th of June.

Rommel pursued the British Army into Egypt and to a
victory ot Merse Matruh. These actions left his force
desperately short of personnel, equipment, and supplies. In
early July, these problems contributed to his defeat during the
First Battle af Rlameln.

In August of 1942, Churchiil appointed General Montgomery
te command the British Eighth Army. Concurrently, Rommel
received criticelly needed equipment and reinforcements. 0On
the 30th of August, during an attack on the southern flank of the
Eighth Army (Battle of Alam Halfa), the Germoans were repulsed
and forced to withdrew.

Once Montgomery gained the quantitative and qualitative
superiority necessary for air and ground success, he launched
his own offensive on the 24th of 9ctaber, 1942. Beginning with
the Second Bottie of Riamein, Rommel lost the initiative and any
hope of messing the necsssary reinforcements and supplies to
stymie the British offensive. His three month retreat westward
covered 1500 miles and ended in Tunisie.
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RBOMMEL AND UNCERTRINTY

Rommal, Rommel, Rommel, Rommal . . . what eise
matters but beating him.”

Rommel’'s desert victories occurred as he strung tacticel
successes together to form successive opsrations. His intuitive
sonss of the bettiefleld, commend presence, and meaneuver
concept enabied him to temporarily control logistical end
command difficuities. These methods heiped Rommel handie his
own uncertainty, while creating snormous uncerteinty in the
mind of the opposing commander.

PISION

We will look at uncertainty ond Rommel's vision from
several standpoints. First, 1 shall chert its esvolution as o
product of past eunperiences. Nent, | wiil determine whether
Rommel had the sort of vision we saw Shermen exhibit. Finally,
| shall lcok at his meneuver concept as vision.

Rommel’s vision was 6 product of his past enperience. In
World War |, he commeanded s compeany and & battalion, fought In
numerous theeoters, and received swards for bravery. While an
instructor ot the Potsdam School of Infentry, he described his
World War | techniques in & book entitied /a/aelry Slects

in 1940, after commending Hitler's bodyguerd, he led the
7th Penzer Bivision during their attack on Frence. In e ral of
fhe /ow, David Irving described Rommel’s brand of waerfare:

His technique wes to push forward boldly, igauring the
risk to flanks and reaer, calculating . . . the shock to
enemy morale wouid more than offset the risk. His
division poked like 8 long forefinger straight through
the enemy line, sometimes advancing so fast that it
became detached from Kiuge's Fourth Army - end
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continued to race along its throughway on its cwn, with
only the most tenuous connection in the rear to its
logistical support.”

During Wortd Waer (I, Romme! mersly modified his World War |
infantry tactics and applied them to armored warfore. He
recognized thet speed and tempo equaled success, but required
logistical risk.

Rommel lacked the opportunity Sherman possessed In
shaping his vision. Where Sherman had the fresdom to select his
ways and means, Rommel only controlled the maneuver portion
(ways) of this equation. Therefore, his maneuver concept
needed to provide a method to control uncertainty.

What about the short term vision or intuition that helped
Rommel survive through two major offensives, many batties and
two years in the theater? We can address this issue by looking
et how Rommel Intended to fight and certain actions during the
course of the campaign.

firriving In North Africa, Rommel adapted his ?th Panzer
Division maneuver concept to a grender scale to “obtein materiel
attrition and the destruction af the orgenic cohesion of the
opposing army.”™ He employed his Italian infantry to ettack
frontelly and tie down the British infantry, while the German
Africe Corps and ltalian Motorized Corps attempted to outflank
and destroy the British armor forces before driving deep into
their reer arsa. Regerding desert warfare Rommel argued:

Theseo can bs nc conssrvatism in thought or action,

no relying on tradition or resting on the laureis of
previous victory. Speed of judgment, and sction to
create changing situations and surprises for the enemy
faster than he can react never making dispositions in
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advance, these are the fundamentals of
desert tactics.”

Romme! launched his first offensive to regain Cyrenaice
with o three pronged attack ageinst an snemy who outnumberad
his force. Within tweive deys, he arrived on the Egyptian
frontier. Uncertainty msy have been in Rommel’s mind, but his
writings portray & supremely confident man. He wrote:

The sunperience which | gained during this advance
through Cyrenaics formed the main foundations for my
iater operations. | hed mede heavy demands throughout
the action, far more than precedent permitted, and had
thus created my own standards.™

Rommel repeatediy relied on enperience as the foundations for
his vision.

In Joanuary of 1942, Rommel begen his second offensive
and sdvanced sver 100 miles in seven days.” His vision for this
Januery offensive paralleled the first. Four days before the
ottack begon Rommel wrote the following to his wife:

The situation is developed to cur advantage and I'm

full of plans that | daren’t say anything round here.
They'd think me crazy. But I’m not; | simply see a bit
further then they do. But you know me. | wont out my
plans early eech morning, and how often during the past
year and In France, have they been put into effect with-
in @ matter of hours? Thet's how it should be and is
going to be, in the future.”

in summary, a well developed offansive maneuver concept
helped Rommel provide vision for his subordinetes and men. He
recognized that plans rarely survived first contact with the
enemy. In order to control the uncertainty of battle, he
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maintatned the initiative as long as possible to preclude a war of
attrition and materiel which he could not win.
STRENGTN OF DILL ANS BETEEMINATIGN

Rommel reinforced his vision through incredible displays of
will and determination. In this section, | shall discuss three
ways these characteristics heiped Rommel handlie uncertainty.
These include presence, sharing the danger, and maintaining the
boss’s confidence.

Because Rommel knew that battiefield uncertainty could be
overcome by the leader's presence, he feit that his place was at
the front. He had the uncanny knack of determining the decisive
point on the battiefield. His presence there helped him impart
his will on his ieaders and soldiers through the energy of his
personelity. The following is a common passage from his papers.

fis the situation was rather confused | spent the nent day
at the front again. it is of the utmost importance to the
commoender to have a good knowiedge of the battlefield
and of his own and his enemy’s positions on the ground.

. . . This is particulariy the case when o situation
develops, the outcome of which cannot be estimated.
Then the commeander must go up to see for himself;
reports received second-hend rerely give the

information he needs for his decisions.™

In his notes regarding the commender’s role, he wrote:

Accurate execution of plens of the commander is of
highest importance. it is a mistake to assume that
every officer will make all that there is ta be made out
of his situation; most of them scon succumb to a
certain inertia ... The commonder must be the prime
mover of the bat!!s and the troops must always

have to reckon with his appearance.™
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ODuring offensive operations, whan the situation was
critical, Rommel could be fnund at the head of his panzer forces.
Quite often he virtually took command of the leading elements
himself. For exnample, in Mey of 1942, Rommel launched his
Gazela attack to seize Tobruk and to destroy the British Army by
pinning it against the sea. In the first phase of the operation,
Rommel led 8 two corps attack.” Whan the initial attack stalled,
he directed the critical supply column through a gap in the
friendly and enemy lines.™ Finally, on the 1{th of June, during
the breakout from the Cauldron, Romme! again commanded the
mein ettack.

The field marshal aise thowed strangth of will by shering
the dangers with his soldisrs. Rommel feit that “The commander
must have contact with his men. He must be capable of feeling
and thinking with them.”” In Somme/ as Mltasy L emmpanders,
Ronald Lewin wrote the jollowing about Rommel and hardship.

Austera himself, he demanded susterity from his stert,
and the seif-abnegation he exercised throughout his
career was taken for grantad by his antourage. They, tago,
had to live hard: Rommel wes mercilese . . . Von Mellenthin
says that “between Rommel and his treops was that
mutuael understanding which cennot be explained and
analyzed, but which is the gift of the godz. The Rfrica
Corps followed Rommel wherever he lad, however

hard he drove them ... the men knew thet Romme!

was the last men to spare Rommei.”*

There remains enother reason for Rommel's ablity to
muster the requisite strength and will,. He had Hitler's
confidence. The field marshai ignored orders which did not suite
him because of his direct access to Hitler.
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ibhile other German generals were sacked for faillng to
odhere to Hitler's instructions, Romme! remained the “teflon”
general. For instance, as Rommel prepared for his May of 1942
Gazala attack, word came from Hitier, “Tell Rommel that |
admire him.™'

CERRACTER

Rommel displeyed boidness, imagination, and creativity
threcughout his military career, but particulariy in his campeign
in North Rfrica. The general knew that he could never match the
British tank for tank, so bold offensive action full of daring
thrusts and envelopments had to suffice.

Rommei’s boldness and his siagersp/izengeruh/ (teel for
the battiefleid) created uncertainty for the enemy. To the
enemy’'s disadvontage the fleld marshal remained adept In
controlling this dynamic situation. Rommel clearly understood
the impeact of shattering the enemy’s morale.

Yet, it seems important to recognize that he knew the
difference between boldness, risk taking, and gambles. In /e
Bomme/ Pepers, he claimed:

it is my experience that bold decisions give the best
promise for success. But, one must differentiote
between strategicel or tactical boldness anc a military
gamble. A bold operation is one in which success Is not
e certainty but which in case of fallure leaves one with
sufficient forces in hand to cope with whatever
situation may arise. A gamble, on the other hand, is on
operation which can lead sither to victory or to
complete destruction of one’s force. Situations can
arise when sven 8 gamble may be justified-as, for
Instance, whsan in the normal course of sventis defsat
is merely a matter of time, when the gaining of time
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is therefore pointiess and the oniy chance lies in an
operation of great rigk.”

Rommel! used bold offensive operations %o overcome the
materiel superiority of the British. Perhaps the best example
occurred during the Gazalla attack, when outnumbered by fifty
percent, Rommel elected to mass his armor and outflank the
British forces to seize Tobruk. David Irving, quoting Rommel’s
Chief of Staff, 6eneral Aifred Gause, claimed:

His decision to send his Army’s entire tank strength on
an outflanking move around the southern end (of the
British lines) wes one of enceptional daring, perticularly
since his supply lines wouid also have to go sround that
flank. But i he lost this battie, he stcod to lose all
fAfrica.”

fomimel’'s offensive operations reflected his imagination
ond creativity. He rarely planned beyond the initial engagement,
preferring to maintsin the speed and tempo of the battlie. In
e Art or Winning l/ars Colonel James Mrazek wrote:

Rommel shunned military formalism. He made no fised
plans beyond those intended for the initial clash; there-
after, he tallored his tactics to meet specific situstions
as they arose. He was o iightning-fast decision-maker
physically meintsining a pace that matched his active
mentality. In a forbidding seo of sand he operated

in a free environment.*

Romme! sought to move beyond the bounds of tredition. He
recognized thet a desert environment remesined much different
than turope. In his writings about the desert warfare, he
claimed the desert provided “the only theatre where the
principles of motorized and tank waorfare, as they had been
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taught theoretically before the war, could be applied to the
fullest and further developed.””
INTELLECY

Rommel’s intellectual skills were reflected in the
development of his maneuver concept and his appraisal of the
logistical situation. In both cases, the field marshal’'s ideas
seem full of innovation.

Rommel’'s maneuver concept, as previously mentioned,
was the product of the 6erman armor concept applied to the
desert. In e bearmen Army 1933-/94% Matthew Cooper
cloimed:

He (Rommel) understood that victory for the armoured
force lay in the art of concentrating strength at one
point, forcing a breakthrough, rolling up and securing the
flanks on either side, and then penetrating like

lightning, befere the enemy has time to react, deep

into his rear.”

The fleld marshal’s thoughts on desert warfare remain as valid
todey as fifty years ago. Regarding Rommel’s abllity to adapt to
new situotions, 6eneral Westphal, his operations officer in North
ffrica, cleimed:

All who worked with him were constently astounded
at the rapidity with which he summed up the most
complen situetions and came to the heart of the
metter.”

Upan arriving In theater, Rommel fully reslized the
constrained nature of his North RAfrica operations. H2 could
neither svlve his supply problem or the command and control
arrangements. The fleld marshal did not ignore his supply
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situoation. He claimed:

The only influence which the Panzer Army Command
could enercise on the supply question was the
production of a priority list . . . showing the order In
which material stored in italy should be brought to
fAfrice - If at all.”

Throughout 2e& Rommae/ Papers, we find discussions of logistical
issues, needs, and wants. Rommel knew logistics controlled his
ability to gain a decisive victory, but he refused to allow them to
dominate his scheme of maneuver. He wrote:

The best thing is for the commander himself to have a
clear picture of the real potentialitias of his supply
crganization and to base all his demands on his own
estimate. This will force the supply staffs to develop
their Initiative, and though they may grumble, they
will as a resuit produce many times what they would
have done left to themselves.”

Rommel was not a gifted intellectual. However, he possessed
the ability to recognize and soive complen probliems. When
matters remained beyond his control in North Rfrica, such as the
logistical situation, the command and control arrangements, and
the sllotment of air power, he attempted to compensate with
innovative schemes of maneuver.
STRFF

Rommel’s staff went through & unique transformation
during his North Africo campaign. He inherited a small staff and,
during the first affensive, determined which of these men met
the grade. The exnceptionally talented survivors formed the
nucleus of a staff that performed a yeomean’s job in light of the
field marshal’s desire to operate from the front.
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During the first year, Rommel built a solid, competent team
wi‘h a workable command post concept. David irving described
Hamm: ~ ; concept:

He liked to leave a fined operations steff in the rear

in permanent contact with his 1talian superiors and
with the lower echelons, and then drive off by himself
with a smail commend staff in a few open cars followed
by maobile radio trucks to keep him in touch with the
operations staff and combat units.”

The man who made this concept work included great German
ieaders suth as General Gause, Colc~al Westphal, Lieutenant
Colonel von Mellethin, and Colonel Baye:riein. This group of
talented officers often replaced senior 6erman leaders lost in
battle.

Due to Rommel’s habit of charging off w.th the leading
divisions, his staff had unprecedented power and responsibility.
0ften Rommel remained out <f contact with his staff. For
exnemple, during hiz first attack inic Cyrenaice, he was out of
contact for seversi deys. During the Biitish Crusader atlack in
November 1941, Rommel moved forward with the counterattack
force. The British penetrated the itallan defenses and, since
Rommel could not be reached, Westphal recalied the panzer
division meking the main attack.” Fineily, during Gazeala,
Rommel remained out of contact during perts of each phase of
the battle.

Aommel’s staff understood their commeander's method of
aperation and worked dlligently to cover his blind spots. They
gave Rommel the freedom to use his intuition and teead his army
from the front. Likewise, they handled uncertainty that was the
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product of strained feelings between Rommel's German and
italian superiors.

Erwin Rommel hendiad uncerteinty in @ menner somewhet
dit7ierent then Shermon. The Field Marshel used his uvision,
strength of will snd daterminetion, cherecter, intellect, end
staff to enhance his control of the uncerteinty found on the
dynamic bettiefisides of North Africe. The charecteristics
strength of wiil eand determination end cherecter seemed to
dominate the fleld marshel’'s efforts. Because Romme! hed less
overall control over the circumstances end the abliity to
resource wer, vision ssamed fees importent from en operationel
sense. Yet, Rummel's muthod of rwaging offensive battie geve
his staff @ more important rule then Saermen's.

¥. CONCLUSIONS RND FETURE IMPLICATIONS

After reviewing the operstional genereiship of Sherman
and Rommel, | cen stete thet sach pussessed In some measure
the charecteristics of vislon, ctrength of wili and determination,
character, intellect, and w»teff developm These treits
remained at tie haart of thair ability to deve:., .1d flsid a team
thot fought successfully during offensive operations In their
respactive wer,

While | do not contend thet these attributes completely
defire the requisites of aperetional leadership, they certsiniy
are o svart. Most importantiy, my criteris begin to define the
lsadership philosophy end climate thet the commender alone
croates to help bhimself end those aeround him hendie
uncertainty. No where In this study do | attempt tu specify o
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degree or amount of these qualities or characteristics that seem
necessary to handie uncerteinty. This would be presc -iptive and
fiy in the face of the power of the commander's personality,
which pleys such a dominant role in how his commend is
esteblished.

senior leadership doctrine, contasined in FM 22-103,
dossorshlp onmd Commend a! Senlor level/s, does not reflact
accurately whet is required of senior commanders in the face of
uncerteinty. This manual covers leadership and commendership
at the division level and ebove. RAdditionally, it attempts to
cover the gemut of tactical and operational leodership. As a
result, it remeins an emeigametion of every known leadership
treit end cheracteristic avelieble (see Appendin C).
Consequentiy, we have o manuel that wants to be all things to
oll senior officers. The result is disappointing and confusing. As
e conssquence, | belleve thet es our Army continuos to study
and define operational ert, we must develop s separsie
jsedership manuel thet focuses on the operational leader. This
menus! ought to be based un en historicel review of whe'. mede
operstional leusl generals greot cormmanrders. When the Army
underta<es an in depth «tudy tesed upon the theoreticel end
historivel anampins of the pest, then iwe as an Institution can
begin to thoroughly midress how operationa! leederz shouid
handle uncertainty. Furthermore, thic study should help define
how we train Junior leeders to progress through positicns
requiring the ublility <o handie gravter unceriainty.
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The conclusion of this monograph Is that operational
commanders never eliminate uncertainty present in offensive
operations. Rather, they learn to handle uncerteainly present in
operational command. Obviously, each commander deals with
the issue in a manner that bears his imprint. The criteria offered
in this study cannot be o template to guarantee success. They
merely serve as a mark on the waill or benchmark from which
further study can proceed.

What about the future? As we look to a non-linear
battierield in AirLand Battle Future, the nature of operations in
terms of time, space, mass, distance, and tempe is enpected to
take a quantum leap. The level of uncertainty will also rise. Our
tronsition from a defensive to offensive-oriented operations
further complicates a demanding environment. Correspondingly,
the decision-making requirements on leaders at the operational
fevel will increase. Uncerteinty will follow in due course and
present itself in greater amounts at senior levels in the chain of
commond. Technological solutions in the ferm of command and
control systems will offer cybernetic efforts to reduce the
uncertainty of friendly end enemy dispositions. Howewver,
humans will remsain the wvital decision-makers end, since
intentions cannot be discerned by technology, uncertainty shall
remain o powerful force on the battiefield. Preventing paroiysis
in the decision-making process remains essential. FM 22-103
must address uncertainty as we transition from AirLand Battle
to Rirtand Battie Future.
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fippendix A: Maps of Sherman’s Civil War Campaign

Source: West Polnt Compealgn Rtias to the Americon Civll er
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Appendin B: Meps of Rommel's Campaign of North Africe

Source: West Point Tent: 2e Ler /o North RIrice
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Appendix B: Maps of Rommaei's Campeign of North Africe
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fppendin B: Meps of Remmei's Campaign of North Africe
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Appendix C: Fleld Manual 22-103 Matrin

Source: FM 22-103, Laoadership and Commeand al Senjor loveals
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